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m/s 5?-a?95 

6 September 1957 

J ®®0RAPa®f ffflB; Director of Central Intelligence 
Role of the Director of Personnel 


Jtt accordance with instructions frca the Director of Central 

B® 1 * <* **• Director of 

Jwe^el^ dated JO April 1957, i« readmitted herewith. the 
^cHoirii*. recaaneadation is to r eplace psrsgreph 11 la the Staff study; 

11 * Itecoaraendation: 


a* She Director of Personnel 


5 

6 


r*s personnel 


1)* Develop policies gercerni*^ the 
program; 

2i* Be solely responsible for hiring personnel in the 
Waited States; 

3)« *tofce all initial as si g n m e n ts sad such reassieoaents 
^wralTiJ^f store than am Career Service as nay 
ragaira central coctard sod enforcement! 

«w& responsibilities la the fields cf 
proaotion, discipline, and discharge as axe 
earnestly assigned to Me in regulations; 

Ateinister the Aganey's wage cospensatioa pregwm; 
Si£ei*cise c en tr al respoBslb ill ty for the Agency’s 
vnwaceroent development program; 

7/* Bfovli# services of c cMBhan concern as at present ■ 

Ihe Chreer Caaacil continue as the principal Agency board 

ia perso nn el natters. 


C ‘ Q *f a * r a * rvlc *»' wtor ths guidance and 

<*»**■<& ctf the Dapwty Directors concerned, r»n 

responsibility for the iapleaentation of polici es and 
parc^nes as they pertain to the internal personnel 
aeailgsssat of the Career Services ia the fields at 
pxxxaatim, recruitment, rotation, elininatlon of 
personas!. 


N 

Gordon X. Stewart 
Direetor of Personnel 
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M 9*3969 

SJUtJS. *°/ & 5?-lA*T 

30 April l&n 

mmmamrm$ fltraetor «f Cmakml Trrtfrlllamne 

SUBJECT* Bol* cC the -filrsctor tf Pnyi i www rl 

BJBSnBBKSt Wbo to Efemm fr SOC1 4td Sk 4m 57* ferwerdtog toe 
Ztnpeoter general *a paper, mm stojsct 


1. tola aeaonutom stoalt* • recnwwimlstiaa far sggiroval of toe 
&jj&ctfo(xt Ctattfer*! lU tf BXW i t Such pjctaiww^ h rtrft o p It 

Xi* 

t« & asotiao ZXX of toe sttachmmt to refer«us*d mmaxm&M t . 
toe Ihspentrar Osn*ml raises too leases which appear to to central 
to toe tool* problem* Dies# are* 

a* Du* division of responsibility far pereonael atoinl Stratton 
npmmt.ipfi officials, toe faroer Servicas, toe Utrector 
of Pereeeml; and 

b, n««few^i * mm*A of personnel adatolstmticn ea against 
tooectrsllaeticn » 

Gttee ttoee lames tore been resolved, to* other gasetiona asked in- 
to* pager cencsrnlag to* role of to* Director of Ftreoanel ear* acre 
readily answered* 

3. So preparing this response, X have reed, to* regulations per- 
taining to personnel sihdatstratlott wad have talked with to* aantor 
Agency feracnael officers located her* la Washington. X mm r epo r t 
tost thinking saaag our parscenel officers strongly flavors * ato* 

•tdNQtlsl (IsewitraTlistl nti of to* resin iMilVtllly for psrsaooel 
•rtwlni stmtton to to* Career tonrlces. 3 / X» tbslr view, sneh 
f «ry* f «— wllii 

*• tlx responsibility torn* It can b* aost effectively 
eeerelsedj 

b. fhmntir to our people tost their careers me la the 
hsais of inferasd sad respcestbl* official* j 

c. Provids a f ena mc ark for send with regard to 

yy reerultswotf 


Service on its. rdls sti of the sinsilsl 1st a la 

on* sartloolsr field* for eamale* Lcdstics career Service fnrrltirtni 
effiosr* to to* Ctffla* of Xagtottos, to other haaSgsertaom 
offices, and overe e m . 
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d, Reduce duplication of effortj aad 

e. Nebs more effective our efforts to evaluate personnel, 

adv anc e the able, 101a weed out the ineffective. 

dearly, sow c f these advantages a are already efideafc in «*r 
present system of immgswnt* Xtwre has bean a trend in this ddreotisfi* 

It Is tsy recommendation that m continue to move alceg those lines, 
that say asbigslty concerning the responsibilities of the beads of 
Career Services he reserved, that the personnel mechani sms of these 
services Iso studied sad gradually strengthened, and that the Office 
of Personae! adjust its procedures and practices in such a way as to 
be in full aapport of the Career Services* 

5. x this ree oaw e adat ioa because X believe that the way to 
Mhfu vft high standards of verb perfuraa nce is to encourage esch Career 
{Service t© establish personnel standards sad practices suitable to 
the operational missions which the Service supports* furthermore, the 
Agency has settled dam end becase sufficiently integrated to permit 
a fa«*i***y depee of indepaodtoce and ncu-aaifoncsity eo the part of 
the Career Services* 

6* there are, of course, isportant areas of perscoael adainistratioa 
which cannot be decentralised to the Career Services. She Baputy 
directors nscessarily reserve to them s el ves certain reopens lbilitlee « 

Wide areas of executive responsibility in the field sf personnel msnsge- 
m©nt will continue to rest with, operating officials who, as executives, 
wiH act both is behalf of the Career Services whose people fall under 
their ^esawd and of the Office of Personnel is each natters as employee 
benefits, travel, insurance, record mintecance, and the lite. 

7, IBosIly, the director of fereooael has certain staff 
responsibilities and performs certain services of comm concern which 
cannot be decentralised* Sow these relate to the responsibilities of 
other Agency officials is discussed in paragraph 8 below. 

8* While X agree with tie Inspector general that further 
clarification, of the robe of the Director of fanooael will in sane 
measure contribute to the strengthening of the Agency’s personnel 
administration. It is evident that the reputation of the Office of 
Personnel sad of the Agency itself suffers because of oar inability 
to prcejptly and effectively with the large nosber of cases of 
aisaaaigaaUHgt, overgradiag, under ^tllisstico mid mediocrity. It 
is with these in that the following consents are submitted on 
section XX of the inspector General’s paper, 

a. Policy Writing 

l) It is our position that personnel policy should be 
developed both fur the individual Ctereer Services and fear 
the Agency as a whole. 
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2) . Agency policy will necessarily be the sore form!, 
comprehensive, and authoritative. It will continue to deal 
with basic employee -cap layer relationships, fiscal matters, 
standards of conduct, benefits and privileges, and the like. 

It will also encompass all personnel polcies bearing on 
overseas service so that equality in treatment will be 
guaranteed to field personnel. It is proposed that suggested 
changes in Agency policy be referred to the Director of 
personnel for study before they are presented to the Career 
Council and that the Council continue to act as the principal 
Agency policy board in matters pertaining to personnel 
admlal str&tion . 

3) . The development of Career Services policies will 
be encouraged and supported by the Director of Personnel 

in the fields of salary administration, promotion, rotation, 
recruitment, assessment, and elimination. 

b. giring 

1) . It is proposed that the Office of Personnel do all 
of tie hiring in the United States for the Agency as a 
service of common concern. It will be the responsibility 
of the individual Career Services to define needs and to 
render such professional assistance to the recruitment 
staff of the Office of Personnel as may be required . The 
Office of Personnel will continue to arrange for the 
participation of intelligence officers in this effort. 

2) . The Director of Personnel is specifically responsible 
for ensuring teat Agency employment standards are met. 

3) . A regulation on the subject of recruitment and 
screening of personnel is needed and is in the process of 
being drafted. This regulation will propose that hiring 

be based on anticipated needs of the Career Services rather 
than on position vacancies in operating components and will 
establish adquate mechanisms for tee evaluation and screening 
of incoming personnel. 

A). Our reason for centering recruitment policy planning 
in the Career Services is to promote the efficient use of 
personnel on duty and to provide for recruitment only to 
®»et net requirements . Hiring to fill T/O vacancies is 
certainly a cause of overstaffing in some categories. 


COPY 
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e * Assignment and PeaBBignment 

1) . The Office of Personnel should assign all new 
employees, vith the exception of Junior Officer Trainees, 
to the appropriate Career Service. The suggestion made by 
the Inspector General that a Career Service be authorised 
to return unsatisfactory employees at the conclusion of 
three moths has great merit and will be the subject of our 
immediate attention. Certainly, such procedure will ensure 
better assignments for some and an early separation for others. 

2) , The Office of Personnel has taken the following 
actions which will indicate the direction of our thinking 
with regard to the problem of reassignment: 

a) . Drafting of an Agency regulation which sets 
forth the procedures to be followed by an individual 
desiring reassignment. 

b) • Establishing a special assignment committee, 
with Career Council approval. 

c) . Proposing to the Deputy Director (Plans) that 
procedures be worked out which will provide for the 
immediate assignment of personnel returning from the 
field and thus bring an end to "ball-walking." 

3) . In addition to those measures, It is the intent of 
the Director of Personnel to work with the Deputy Directors 
and the heads of the Career Services in an effort to 
eliminate the malpractices associated with "shopping." 

d. Promotion, Discipline, and Discharge 

1). It is believed that the eojHpetyjive promotion 
system Introduced by Regulation So.HHHis sound. 25X1 A 

Regulations pertaining to discipline and discharge are sound 
' insofar as they recognise and protect the rights, privileges, 

and benefits of the employee. The role of the Director of 
Personnel in these matters is accurately set forth in these 
regulations. It is believed, however, that the Agency’s 
mechanisms designed to Identify unqualified personnel and 
arrange for their release must be sharpened very considerably . 

The full responsibility for ensuring that such actions are 
taken should initially rest with the Career Services. 

Procedures pertaining to the selection of personnel for the 
Agency’s Career Staff should be changed to emphasise this 
responsibility and to relieve the Examining Panels of much 
of their present "pick and shovel" work. 


COPY 
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e, Classification 

1) . a* Director of fereonnel should be responsible 
for t be administration of the i*«wy compensation program-- 
specifically, the development and application of pay plana, 
mrn achedul.es, and job evaluation procedure* . Sc should 
eorfe with the heads of Career Service 6 and operating 
official* *o a* to be aware of problems in compensating 
personnel faced by thews official* and to establish under- 
standing and agreement of the fact* which Influence and 
determine pay level*. 8® nmmt necessarily keep in close 
touch with external pay level* and salary administration 
practice*, ©jwemsental and industrial ; make internal 
adjustments as appropriate and allowable under gency com- 
pensation policies, sad submit to the Career Council 
changes of a policy nature. 

2) . Job evaluation should emerge as a more positive 
and useful tool to personnel manageesnt in the Career 
Services. We believe teat tee Office of Personnel in 
cooperation with the heads of Career Services should 
determine and maintain, through use of job evaluation 
techniques, *a basic table of staffing requirements’’ for 
each Career Service. This table should be comprised of 
the miaberSf types ( ©c pupations , age groups, physical 
qualifications;, and level* of personnel which each 
Career Service should include to provide for effective 
support of the Agency"# operational programs It could 
well include, in addition, a small reservoir of per sonnel 
in training for replacement and emergency assignment 
purposes- ibis dsTiee will enable the Career Services 
to know where they stead with regard to current personnel 
assets as opposed to current and planned future staffing 
requirements • It will also make possible more satis- 
factory personnel planning by the Career Services through 
po in ty out the changes in the cocpositieo of each Career 
Service to be attained through promotions, training or 
retraining, transfers between Services, career planning, 
sa g recruitment, so that the proper balance of personnel 
assets may be achieved. In the long run, the "basic 
table of staffing requirements" for each Career Service 
will form the basis for the curtailment of the site of ite 
professional staff. It will also aerve as a base for 
budgetary planning and will provide * means for controlling 
tee average grade. 
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